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STAFF AID NOHU-0L..FF LEADERSHIP IN iULTI~COIRURITY LD 1ULTI-COUNTY
CCONOUIC AND SOCIAL DEVZILOPIENT ORGANIZATIONS

Tasks . and [ of this projecc*are concerned with the tynses of influence
¢xerted by staff individuals and units and non-staff{ individuals and units
in the activities of regional ccononiec and social developient organizations.

This assignnent involves us in the analysis of [our quite diffevent
social units, cach involving differcent theoretical considerations. 1These
four social units are: social action situations, personalities, organiza-
tions, and regions. The tevns staff and non-staff{ leadership invite separate
treatrment and define the difference between taskis 4 and L. (It is wvorth
noting that the usc of "non-staff" instecad of ''lay" is purposeful. In

developnent organizations, many of the so-called "lay"
14 u Y >4

leaders ave not only
profess.onals, but arc professionals in ficlds related to development.) The
terns social and ccononic developnent delinit the field and specify 2 parti-
cular type of organization and also identify the main focus of ouur concern.
AS we ansyer the various questiors ulich are central to staff and non-stafl
leadership in regional developnent ovganizations, we will be utilizing the

four theorics and various terms involved; thercfore, part one concerns .tseli

vith basic concepts and theorctical considerations.,

Dasic Concepts and Theoretical Considerations

As _Social and ccononic developniznt. The texn developnent implics

change over time. Uhile change could be In any direction, in the conteit
in vhich ¢ are using the tern, it necans change for the. better or inprovenen.,
thich, of course, involves a judgenent on the part of somcone as to what

constitutes _nprovement. ith these thoughts in wmind, wve will define

“*Regearch reports from Cornell-Penn State Regional Organfzatfion Study,
@ onsored by the Cffice of Economic Research, E. D. A., September, 1968.
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development for our purposes to mcan an iuproverient in the cconom® and
social aspects of the life of & people over a period of time.

An enuncrative definition may further define and malke explicit vhat is
rmeant by social and economic aspects of the life of a people.

Social and cconomic development can be a change in one or nore of the
folleving:

A, Differenviation

1. Humber of services available

2. Quality of services available

3. lumber of agencies dispensing sevrvices

&, Variety of types of information processcd

5. liumber of different positions, roles, and occupations

B. Usce of Available Services

1. Potential ability of fanilies to use facilitics and servicus
a. Level of family income
b. Distribution of family incomne
¢. Opportunitices for cmployment

2, Facilities possessed by families

3. Services used by fanilies

C. Technology and Efficiency

1. Technology level

2, Contribution to the larger socicty
D. Belicefs and Disbeliels

Pull Factors

1. Goals

2, Delief Orientations
3. Value Standavds
Lble Factoxs
1. Opportunity
2, Ability
a. inovledge and skills
b. Problen solying abllity
3. Support
O
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L, Attitudes
1. Need satisfaction level
2, Solidarity
3. liorale and satisfaction
F. Dehays
1. Support of self and dependents
2. Productiveness
3. Utilization of physical and human resources

4, Creativity

G. Resources and Facilities

1. Physical resources
2, luman resources

3. Facilities

Il. Structure
1. Life styles

2. Organization patterns

1. Consequences and Compesite Patterns

1, Quality of living
2. Quality of persons produced

3. Quality of families and organizations produced

B. Dehavioral science elements (data). Six main types of behavioral

science clenents are used in analyzing and understanding social action situa-
tions, perscnalities, organizations, and vegions., They are: (1) organization
structure, (2) facilities and physical rcsources, (3) nembers, (&) reference
category characteristics, (5) beliefs and disbeliefs or orientations, and
(6) actions -=- o in other words, attitudinal-behiavioral response patterns,
It vill be noted in Table 1 that the sane gencral clements are impertant in
the analysis of gll four types of social units

The particular data involved in the analysis of the four types of social

units are quite different, hovever, In socfal action situations, we are
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interested in those clements vhich are relevaat to the partiecular social
action situation being cousidered as they are perceived by the actors involved.
In leadership selection, we frequently start not with particular social action
situations but vith a person, predicting howr he will react in the types of
situations he vill coufront in the position for vhich we are considering him.
Thus, his personality, vhich consists of a unique configuration of his refer~
ence catepory characteristics, I'is beliefs and disbeliefs, and his attitudinal-
behavioral rcsponse patterns, becomes our central concern. In analyzing a
particular organization, ve treat the organization as a closed system, and
describe all of these elenents vhica characterize the organization. If we
are interested in only particular activities of the organization, such as
these related to economic and social development, only those aspects of the
organization conceived to be relevant to these activities srould be described.
In a region, many social actions have occurred and are octurring, nany
organizations ave functioning in n varicty of development activities. The
regional analysis presents a suir or composite of what has happened over a
period of time, an over-all picture of vhat is happening at a particular
point in tinme or an overview of the eclements relevant to econonmic and social
developnent for the population, the organizations, and the cormrmmnities of
the reglon as a vhole. Since they uvill be varied and diffuse, they -rill
usually be presented in percentages so that changes in proportions can be
seen for different points in time thus making the change aspect of develop-
ment casily visible. Because of the irportance of each of these four units

for our analyscis, we wvill describe cach one separately in bufef.

(&
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The Region

A repion, as uscd in this presentation, is primarily a geographic avea
ov arcna conpilsing a population of individuals, organizations, and cormuni-
ties and encompassing a vide variety of activities cven within the linited
ficeld of social and econonic development. The individuals, ovganizations,
and comrwunities within a vegion may have ruch, little, or no contact and rela-
tionship with cach other. To analyze a region in terms of sonme of its activi-
ties vequires the identification of the particular activities and the analysis
of these activities in terms of variables relevant to the puipose of the
investigation. Deing a bounded seographic arca, cach region has a particular
sct of physical resources and facilities and a particular set of human
resources in relation to any particular arca of interest. 1Its relationship
to other geographic arcas is very important. llaving populations and twch
variety a region may be arialyzed in terms of the relevant characteristics
of its population of individuals, organications, and corrwunitics.

A vegion may also be viewed as a macro society in vhich case it may be
perceived as having certain socictal neceds based on the neceds of its indi-
viduals and its organizations. It may then be analyzed in terms of the
variety of ways in vhich particular nceds are net.

Certain processes arce of particular inportance in the operation of a
region in relation to social and ccononic development. Anong these arc:

(1) linkages between and among units, (2) corrunication, (3) goal sctting

and decision naking, (4) leadership power aud influence patterns, (5) adjust-
nents to the environnent, (6) social control, (7) solidarity development,

(C) tensfon managerent, (9) goal attainnent.

The d{ffusc natuic of a region and the independence of ovganications
and corvunitics vyithin ft nmale these precesses in the region quite different
O
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fron the same processes within an organization or even within 2 single

cormrrinity or county,

An QOrganization

{. social orginization is simply a set of differentiated pavts vhich ave
so related to cach other that they function 2s a unit and in vhich some of
the parts are people.

Viewved in another sense a social orgenization is & socizl tool or
rechanisn created to achieve some particular purpose or nurposes vhich in
nost cases could not be achieved as effectively by individual effort.

The first definition calls attention to the fact that organizations
function and act as a unit, in other words, they zre actors, and that they
are composed of both person and non-person parts. The second definition
focuses on the limited special interests of an organization and on the fact
that it is a tool designed for particular purposes.

Organizations are not corpletely unique in relation to purpose, hovever,
for the decision to use on organization as a tool automatically involves
the need to develop and wmaintain an effective orgenization., Thus all organi-
zations have at least tuo broad functions in cormon: (a) the development
and maintenance of an ceffective orgciization, and (b) the attainment of the
goal or goals for vhich they are organized, The first tends to 2ioduce
many simfilarities in orgarizations; the second gencrates differences,

In contrast wiith the veriety and diffuseness vhich characterizes the
region, an organization has particular limited beliefs, goals, and value
standards. It can cct to organize a division of labor; it can reward and
punish rnd cxert control over its mewbers. Decause of its linited special
interests, it vill ignore or actively avoid beconing involved in the activities
Q
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uvhich are taking place within the region or cormmwnity vhich are not import-
ant to its purposcs.

Any single organization 7ill deal with only linited aspects of develop-
nent whereas a regional view sums all of the social and ccononic development
activities of all of the individuals, ovgunizations, and corrwunities writhin
the region. This is an important distinction. tVhen one considers the social
and cconomic development +hich has taken place in a comnunity ov & region,
he is talking about the development activities brought about by the indivi-
duals and organizations within tne corrunity and the region, not by the com-
runity or the vegion as such. Thus the active agents that bring about develop-
rment activities are individuals and organizations.

Organizations have many organizational problems, tasks, or processes
in cormon, particularly in relation to organization effectiveness and main-
tenance. Anong thesc are the folloving:

Goal attainment

Recruitmert

Division of labor

Role and status allocation

Leadership -- sclection, training, utilization, and support
Socialization, institutionalization, pattcrn --aintenance
liotivation

Comrunication

Social control

Tension managenent

Ldaptition

Boundary maintenance

Integration -~ coordination, systenic linkage

Cohesiveness and morale
15. Evaluation

20O UL -

\
.

P
~ O
voe .

——
W
.

then econonic and social developrient ovganizations are viewed in terms
of their special intcerests or in other words goal attainment, wve nced to
turn once 2jain to the various aspects of the cconomic and social development

to get a perspective of the wide varicty of special interests vhich are possible.
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A given organization may specialize in a nuwber of ways: in o particular
nembership or clientele, in a particular subject matter or domain of interest,
in particular processes or techniques of operation, etc. The fact that an
organization can linit its objectives to only a fewu procesces :n relation ~»
one or tywo types of development nakes possible a wide variety of specializa-
tions among economic and development orpanizations. It should be borne in
nind that, for particular organizations, development =-- or success of a
particular developuent program ==~ may be only one of many organizational

aoals.

Social fction Situations

Leadership is a particular type of socjal action, hence many of the
irmportant questions relevant to staff and non-staff leadership can best be
ansvered in terms of social action situations and in terms of theories of
social action. Tlihy pecople do and do not participate, hov o involve and
notivate lay leaders, vhat roles are non-staff leaders likely to play best
are some examples of questions relevant to e¢cononic and social developnent.
It is our thesis that social action situaticns can best be analyzed in terns

of the relevant cluster of clements vhich vere enumerated earlier.

Personality

In the analysis of personalities, we are interested in analyzing only
those aspects of personality relevant to our task. Thus we are interested
in only a fev of & person's reference catesory characteristics, oaly sore of
his beliefs and disbeliefs, and only in those past attitudinal-behavioral
response patterns vhich will help predict his reiponse patterns in the posi-
tion for vhich we are considering hin. 1le are at the same time interested

O
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in how he will be perceived and responded to by others within the orgeniza-
tion and by the gensral public,

Therc is rwch that is possible In the analysis of the above four types
of social units in relation to ccouonic and social developuent. Our assigned
task, houvever, invites a more limited perspective and designates particular
processes to vhich wve should pay special attention. Among these are: the
position and vole specifications of stafy and lay lecaders, the decision-
making processes, the powver and influence processes, the ltension management
processes, the involvement and motivation processes, and the goal attainment
processes in relation to various developrnient goals.

Most of the assigned problems of Tasli .. and [ fall within the broad
category of ovganization structure and in leadership behavior within an
orgatization. This being the case, we I1l deal mostly wvith organ‘zations
and social action situations as our units of analysis involving personality
and regions in those contexts in vwhich their relevance is particular evident,

lhile there arc many questicns vhich might be addressed there are a feu
vhich are particularly rclevant to Task A and 5., 1le shall focus our attention
on these.

Awong the problems which we have been aslied to treat in wvelation to
both steff and non-staff leaders are the following:

1. In vhat positions should they function?
2, that roles should they perform?
3. that nain characteristics thould they possess?
4. llov may they be eftectively involved?
The first tvo deal with organization stvucture, the thivd wich person-

ality charactceristies, and the fourth with social a2ction.
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Before answering the questions posed, we would like to lay a foundation
for our rvecormendations by drauving some observations fron a study of rmlei-
concunity and nulti-county developoent organizations which we conducted, and
fornulate 2 few proptsitions vhich may serve as guidelines. Since the analysis
of the data of the study is not scheduled for completion for some time, our
ouservations are drawm from ficld experiences in gathering the data and fron
the reading of enough of the cases to obtain a feel of the findings. While
thorough znalysis may change some conclusions, ve have gained many important
insights in relation to Tasks A and B vhich ve did not have prior to the
field expericence involved in the s tudy.

1. Econonic and social development in a region is the vor) of many

organizations performing different tasks, Economic and social development

is a many splendored thing and any single task has many phases. lle found no
organization which vas concerned with the total range of cconomic and social
developmient in an area. We found many ovganizations uvhose goals and object-
ives encompasscd sore parts of economic and social development and some encom-
passed some particular phase of a task rather than the task as a vhole.

These cenbinations thus produced a rather wide variety of organizations con-
cerned vith social and economic development.

2. The positioie and roles of both staff and non-staff lcadership dif-
fered greatly with differences in organization objectives.

3. Developrwnt organizations in high density regions make greater nsc
of prufessional plannecrs and consultants than development ovganizations in
loi7 density areas.

4. In regions of low population density, social and ccononic resouvrce

devclopment staff members are usually more knouledgeable regarding develepnment

O
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than non-staf{f leaders. In arcas of high population density, many non-staff
leaders axe technically notve qualified on the subject of development than are
the staff leaders,

5. ilost ovganizations involved in social and econontic developrent are
"branch offices' of parent organizations wvith purposes going beyond develop-
nent and operating in many cormaunities. Their organization structures are
determined in tlic main by the parent organization and nay be determined by
nceds arising from goals other than development.

6. Organization structurcs designed by parent orgnizations are fre-
quently not well adapted to local nceds. llost organizations perform about
the sanme functions whether there are few or many other development organiza-
tions in the region.

7. Citicens are relatively unavare of the developnent organizations
vhich exist in a region and of :he functions vhich they perform.

S, Corvmnity colleges are more likely to be located in moderate density
arcas than in either high or lov density aircas.

9. In cducational organizations, non-staff lcaders in som2 wvay represcnta-
tive of the local population are used in policy formulation as a matter of
philosophy or principle. lost developnent organizations, however, use non-
staff personncl to perforn needed functions vhich the organization cither
lacks staff to perform or vhich non=-staff persons can perform more effectively
than staff.

10. &mong the factors vhich cnter into the sclection of non=-staff leaders
arc: influence in the comrwnity, willingness to help, tine to devote, knoim
interest and surport for the activity, the possession of pavticular nceded

slkills and abilities.

ERIC
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11. Developrient activities reni: lowei than several other alternative
activities in the priority hierarchy of most non-staff leaders. This being
the case, non-staff leaders will withdrav or refuse to participate if the
costs of participation become too high.

12, Some factors vhich influence non-staff lcaders to participate are:
public recognition, prestige, being asked and expected to help, interest in
the task, ability to make a significant contribution, perceived importance
of the activity,

13. Econonic and social development staff positions are high risk posi-
tions. In many cases, the staff rust rclate to and satisfy several different
bosses and client systems, each of vhon have different expectations and
denands.

1l4. A sense of activity and accorplishment decreases 3g one moves from
the center of the organization out. The staff may be very active, the board
noderately so, the cormittees only occasionally involved, and the gererval
public generally unavare that anything is going on except as a project
activity nay be publicized.

15, Organizations were quite different in: (a) the extent to vhich they
used non-staff leaders, (b) the amount of time they expected of non-staff
leaders, {c) the independence of non-staff leaders in expressing opinions
and couments, and (d) the clarity of role definition of both staff and non-
leadevs,

16. In most regions there vas competition between organizations with two
or more organizations trying to perforn the same function,

17. Organizations cormitted to or atterpting to involve the disadvantaged
segrents of the population in ovganization activities or in their prograns

were experiencing great difficulty ia doing so.

16
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13, In some organizations, decision making, technical consultatien, and
reaction to projects and proposals vere performed by sceparate sub-groups; in
others, all three functions were perfornmed by the same group.

19. Some non-staff persons participate in tvo or more developrment orga<
nizations within the region.

20. Somne regional developrient organizations are relatively news and are
still e:iploring the dimensions of the problem, and are adnmittedly cxperiment-
ing srith different organizational patterns and strictures.

21, Some developrment organizations tightly control the selection of
their boards sclecting on particular characteristics; others invite other
organizations to send representatives and thus have less control over the
characteristics of board nembers frequently yielding a greater variation in
the Board,

22, An overview of sccial and economic developnent in a region gives
the iopression of many vheels slowly turning in a linited arca. They arc
usually independent bLut occasionally one vheel touches another, thus giving
it an added spin. They are definitely not cogs intermeshing so that vhen
one turns, others nust turn also.

23. Economic and social developrment orjganizations can be grouped into
categories based on organizaticnal influcace and control. (1) Private

enterprise orpanizations, such as county chambers of cormeirce and sone

industrial developrnent organizations ave operated and coantrolled by business
and industry to prorwte projects and activities advantageous to business and
industry and to resist projects and activities perceived as detrimental to

the interests of business and industry in general. (2) Locally adninistered

state and federal proprams arc funded largely by sovernment funds, government

~3
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agzencies retain revietr and veto pover over or fganization structure, organiza-
tion changes and organization projects. Local boards may recormend but do
not have decision-making authority for major decisions. OEO, EDA, and Urban

Reneval ave of this type. (3) Locally-adninistered jointly-sponsored govern-

nental propgrams. Some organizations and their programs are jointly funded
by county and state government or by county, state, and fedeval prograns.
In these progranms the local county and local citizens have nore voice ia
r1jor decisions regarding the prograr:i. The Extension Service, the BOSES
o:panizations and community colleges are examples of such organizations and

prograns, (4) Local governmental development organizations. The funding

for these activities are from a city, a county, jointly by a city and a
county, or jointly by several counties in a natural regional area. The
dacision-making pover usually rests wich representatives of the governmental
azencies vhich are sponsoring and paying for the project. Professional
planners are frequently hired to assist in such organizations. The MIDNY
five-county organization and regional planning boards are ciamples of{ these

local governmental developrment activities., (5) Voluntary citizens orpani-

zations. In these cases, the funding is derived from voluntary contributions

and the decisfon-making powver rests in a citizen board, Vacancies in the
board are usually jointly filled by recommendations from the staff and the
board and voted by the board, In this type of organization, the staff tends
to play a dominant role. United Fund organizations and citizens councils
ere of this type. (6) Individual sponsored development projects. Another
type of development activity in a region is that sponsored and funded by a
foundation, a weslthy resident, a single organization in a courunity, an

industrialist deciding vhere to locate his industry, a university sponsoring
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projects in the areca avound it or having projects sponsored by some of its
professors, a road cormission velocating a major highwvay, or a civic club
pronoting a particular developrient project. In these cases, the decisions

are predominantly under the control of the sponsor.

Analysis

Yle have presented observations from our rescarch in the form of propo-
sitions. As we do not as yct have conclusive evidence to support these
propositions, we will label then more accurately as working hypotheses based
on cur observations. Turning nov to the four questions presented carlier,
we vill assunme that our hypothezes are correct and vill make our recormenda-
tions as if this vere the case.

Questions one and tuo fit together and are a part of the same theoretical
frame of refarence. Since this is the case, we will treat them together.

Frederick L. Bates has forrnulated a very ncat classification of expec-
tations in relation to organization structure. This classification is ideally
suited to our present problen. Bates presents a hicrarchy of expectations
under the concept headings of norm, role, position, situs, and station.

llorm - Yhat a person in an organization is expected to do in a
specific situation. Exarple: sign secretary's time sheets.

Role - & small cluster of norms vhich relate to each other around
a specific function, Exarple: supervision of secretarial
staff.

Position = A small clustir of roles vhich relate to each oth'r
around a general function, Example: ianager of EDA distrvict

off{.ce.
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Situs - A cluster of positions vhich comprise a particular office,
job, or occupation in an organization., Lxauple: EDA
District Director.
Station - The total configuration of situses of a particular per-
son, Example: EDA District Director, Rotary Club President,
Father, Husband, Church LCldex, and VJard Chairman in his
political party.
lith the Dates classification, all of the organization expectations
vhich may be attached to a particular person can be related to cach other
in an integrated pattern.
Questions one and tyo involve the analysis of ttro of these units, nanely
roles and positions in relation to ccononic development organizations,
Let us first consider sone of the specific functions,or in other words
roles, vhich are performed in economic development erganizations.

Roles Related to Establithing the Organization

1, Deternining organization goals and objectives
2, Planning an organization design suited to the goals and objectives

3. Forrulating general rules and procedures, constitution, and
by-laus

%, Defining roles and positions

5. Recruiting personnel for the varicus voles and positions
0. Arranging for facilities and resources
7.

Establishing boundaries of activity and membership

Roles Related to Prograns

1. Sclecting progran goals and objectives
2. Dstablishing priorities

3. Delegating responsitilities

4. Designing projects

5. Reviewing nroposed projects

6. Deciding vhich projects will be supnorted

ERIC
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Roles Related to Prosrans (continued)

7.
~

U
.

10,

Funding projects
Operationalizing, administering, and carrying out projects
Reporting on projects

Progran evaluation

Roles Nelated to Office Operations

1.
2.
3.
L

I

Typing correspondence
Typing materials and reports
Iincographing and duplicating materials

Greeting, directing, and giving general inforrnation to client:
and visiters

ilaintaining files of correspondence, reports, and materials
Stocking nceded materials

llailing 2nd shipping naterials

Reading and answering correspondence

Conferring with clients and callers

Supervision of secretarial work

Roles Related to Leadership and Personnel

1.
2,
3.
4,
3.
G.
7.

L B }

10.
11.
12,
13.
14,
15.
16.
17.

Sclection of Doard mecbers

Sclection of major stafl positions

Supecrvision of major staff positions

Evaluation of major staff positions

Selection of supporting staff positions

Supervision of supporting staff positions

Evaluation of supporting staff positions

Sclection of comnittee chairnen

Sclection of comnittee members

Follow~up and supervision of committecs

Collecting neceded data for cormittee activities
Reporting cormittee activities

Evaluation of committee activities

lHandling nmajor staff conflicts and morale problens
llandling supporting staff conflicts and morale problens
llandling conflicts and morale problems within the Board

Nandling conflicts and morale problems within counittees

21



Roles Related to Rescarch

L. Designing rescarch studies

2, Preparing questionnaires, schedules, and otlier research matev:ials
3. Directing field work
I3

e Collecting rescarch data

L

Editing

. Coding

~I [

Punching

lachine operation

<

©. Planning analysis and veports
10. Data cnalysis
11. Report wwiting

12, Presentation of rescarch findings to selected audiences

Roles Related to Organization licetings

1. Planning the program agenda

2. Arranging for progran participants

3. Arranging for facilitices

. Sending out notices

5. Conducting tite mecting

6. Bvaluating meceting effectiveness

7. Sending representatives to relevant neetings held by other

organizations

Roles Related to Project Promotion

1. S2lection of the project

2. Develeping support and sanction among decision makews
3. Planning projcct stratesy

4. Prepavation of promotional nmaterials

3. Contacting and conferring with relevant parties

0. Arranging meetings vith relevant parties

7. Selling the project

S. liobilizing needed sanction and suppourt in the corvmnity
9. TFinalizing arrangements

1J. Evaluation of project accorplichnments
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These roles, thich are found in multi-community and nulti-county orga-
nizations, are not an exhaustive list of the possible roles, but are suf-
ficient for our conclusions and recormendations.

It vill be noted that any of the voles enunmerated could be performed by
either a staff or non-staff person. llon-staff persons vill usually play
fetwrer roles than staff persons, of course, as they usually have less time
to devote and do not have a monetary reward vhich requires some specified
anount of tine on the job. It is further obscrved that a fewr voles can be
put together to form a position such as secretary or office manager. Several
positions can be puct together to corprise a situs such as secretary-clerk-
receptionist or office manager-rescarch director-project director-project
pronotion director and public relatiovns representative. The above night
very well describe a tuo-person staff. & larger staff night have a scparate
person for each position and a very large staff might have a job built around
onc particular role such as: file cleik, correspondence secretary, etc, If
qualified personnel are in short supply, roles can be combined in such a
vay as to make maximun usce of the talents of the personnel available. If
no staff, or an inadequate staff, is available, the needed roles can be
performed by uwell-sclected non-stall persons, The demands can be kept
within reasonable limits by liniting the assignment to one ol two important
roles.

Organization flexibility would appear to be the key concept in adapting

organization structures to various types of regions. lie observed regions
uvith fev development organizations, with limited resources, with a linited
number of technical specialists in the arca, vith little experience in the
use of professionals, They were stronzly inclined to a total non=staff

organization,
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Ule observed sone wmoderate-sized regions vith noderate differentiation in
technical specialization and others with high differentiation in technical
specializations. Regions having large metropolitan centers had high techni-
cal differentiatfon, comparatively greater resources, and mere inclination to
use technically qualified professional staff. Technical differentiation and

gnitude of resources are probably pore definitive than size alone.

Ihat Qualifications Should Staff and llon-Staff lLeaders llave?

Leadership selection it basically a matter of matching the characte:-
istics of a person to the requirements of a job or assignment. In dealing
vith question one and tvo, v have seen that assignments can be highly flex-
ible if provision for flexibility is provided. This question invites us
to focus particular attention to the personality dimcnsion of the leader-
ship sclection equation.

The candidates vho nmay be considered for a perticular position are likaly
*0 have a rather vide variety of characteristics in relation to the positioca
but the particular characteristics of any one candidete are relatively fixed
and inflenible if viewed in a short time period., thile it is true that a
candidate can grov in the job and that ve do sclect persons wvith potential
abilities and let them grouv in the job, this procedure makes scnse only if
the job is cxpected to cortinue for a long period of time and only if better
qualified candidates are not available. lhile personality characteristics
arc changeable over a long period of time, they are generally not very
changeable in a short period of tine.

The key variable in question three emerpges, then, as the number of
qualified candidates avuilable for any particular position. Therc are nany
positions {n a coremnity requiring sccretarics, recoptionists, ¢lerks,
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office managers, and public relations personnel. Candidates for these posi=~
tions are most likely to be in long supply if the salary scale is attractive.
Economic and social developrient directors are rare and in short supply.
Cualified rescarch directors are specialized to particular types of problems
and vhile not rare in university settings, are in short supply in their
availability for development research. The naturce of development is such

and the nature of resecarch is such that five or six different rescarch direc-
tors may be nceded for short periods of time, It s wvery likely that it is
better to contract research tasks than to attempt to staff for them. Like
researchers, project promoters tend to be specialized to particular types

of projects, for dealing with particular types of clients and are very

likely to have developed a style of operation particularly suited to such
clients and projects, There is a high likelihood that project promoters
should be contractad for particular projects rather than built into the
staff. This being the case, we vill concentrate on two staff pesitions -~
the director and the asSociace director =~ and rvo non-stuff positions, namely:
board members and technical consultants.

The social and econonic development staff divector needs six particular
qualifications: (1) a bread conception of social and cconoriic development,
(2) particular skills relevant to the objectives of the specific organization,
(3) the ability to involve and nnthuse others in tl.e project, (&) the ability
to effectively organize and relate the activities of various groups, (5) the
ability to wvorli under a Doard and with technical consultants, and {6) the
ability to manage and uork uith an office staff.

A director vith the above qualifications is likely to come from outside

the region. If this be the case, the associate director should be l:nouledgeable
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about the region and how to relate to it. lle should also have twvo or three
of the other qualifications required of the director so he could be effectively
involved in some of the operations of the project.

Board members should have a broad background and orientation in relation
to the particular development tasks of the organization. Some of the Board
menbers should have high station in the commmunity and thus be able to mobilize
cormunity backing and support.

Technical consultants need to be involved in relation to particular
tasks. The amount of non-staff technical consultant help will depend upon
the size of the staff and its technical consultant capabilities and the

availability of qualified technical consultants within the region.

Involving Leadexs in Social and Economic Development

Involvement in general refers to the involvement of non-staff leaders
though it could be applied to staff as well in some situations. Involvenent
needs to be viewed from tuo perspectives: that of the organization doiag the
involving and that of the individuals and/or organizations being involved.

A Involvenent {rom the perspective of the involving organization

I. Purposes of Involvernent
a. Gthical

Involvement because it is "wight' that people have a voice in
prograns arfecting then.

b. Educational

Involvement because this is how people learn to run their owm
affairs,

Involvenent so people will know vhat is happening in their
conrunities,
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Instrunental

Involvement to secure knouvledge of situation, perception of
problems, expertise in planning, etc.

Adninistrative

Involvement of those with authority to make program decisions
and conmitments.,

tlanipulative

Involvenent so that activities of individuals and organizationg
can be adjusted to progran -- informational.

Involvement in the belicf that involvement will lead to commut-
nent to or approval of the program.

Promotive and protective involvement

Involvenent of persons in the pouver structure so they will lend
their influence in promoting the program and in protecting it
and the staff in case of threat. Also, the involvement of per-
sons in the power structure vho might become active opposition
if they are not involved.

II. Xind of Involverant

a.
b.
C.

<.

Sclection of objectiwves
Sclection of methods
Implementation of progran

Progran evaluation

III. lLevel of Involvenent

a.
b.
C.

d,

Being told
Reacting
Proposing

Deciding

IV, licde of Involvement

a,.

b-

Direct-individual

Elected representativ.
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c. Co-opted representative

d. General representative (leading citizen)
V. Structure for Involvenent

a. Requirement of a lay board

b. Establishment of procedures requiring the involvenment of non=-
staff personnel

c¢. Forrulating and stressing policy of involving organization members
or the public in geveral

VI. Vho to Involve

tho to involve depends largely upon the purposes. The follouing
types are frequently among those vho are involved.

1. People vith high prestige in the copmunity

2, People vho are wealthy

3. People vho are representative

4, People vith political influence

5. People vho have time to participate

6. People vho ave willing

7. People vho are dependable

O. People wvith particular skills or cormpetencies

VII. Situational Factors
Situational factors sometimes create an urgent nced for involvement
of some particular type, For eiample, a school distivict under heavy
attack from a special interest or ganization organized a citizens'
advisory group broadly representative of the community and its pouer

structure,

Involven~nt from the perspecltive of thc individual or organization being
involved

The invitation to participate {n an organization presents a decision
making and social action situation. To deal wvith the factors which

enter into such a decision and some of the consequences of thie action
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taken, we utilize Reeder's Theory of Decision llaking and Social Action

vhich was developed largely from extensive resecarch using social parti-

cipation data,

The theory focuses upon two major variables, beliefs and disbelicfs,
vhich are of ten different types, and vhich we will call "beliefs," and
attitudinal-behavioral responc<a patterns, uhich are of four different types,

and vhich for convenience ve¢ will refer to as '"social action,' The ten types

of belicefs and disbeliefs are:

fAble Factors Pull Factors Push Factors

"0" - Opportunity 'B" - Belief Orientations "E' - Eupectatious

"AY ~ Ability "G'" « Goals "5C" - Self Cormitments
“$" - Support "* <« Value Standards "F" - Force

11" - flabit and Custon
The four forms of social cxpression or social action are:

1. Opinions and beliefs 3. lypothetical action
2, Sentiments &, Gross behavioral response

The theory deals vith the relationships of these tvo major variables to each
other at two stages in a spiral of on-going social hehavior, The first Stage
is decision makirn, and the action thich follous from it; the second Stage

is the adjustment vhich takes place betueen actions and beliefs after an
action has occurred. The theory can be surmarized in tvo propositions.
Proposition 1. Any decisfion and the social action vhich folleus from it will
be based on the curmlative influence of a small cluster of situationally-
relevant beliefs and disbeliefs as perceived by the actov., 1In other words, a
decision or social action = f (O 4+ A + ¢ 4B +G+V + U +E + 35 +F).
Proposition II. Following an action which is inconsistent with the existing
belicf and disbelief systen of the actor, an adjustment uill take place
betueen the actor's beliefs and his actions to make them consistent with
cach other. This consistency may be achieved by a change in the beliefs of

the actor, by changing future actions, or both,
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A partial tabulation of reasons given by non-staff teaders in multi-
community and multi-county development organizations for their participation
in these organizations yields the following specific reasons:

1, Desire to help myself and/or my business.

2, Desire to help the community, the public, or others.
3. Interest in this type of work,

4, Because they asked or invited me to,

5. I wvas assigned to it as part of my job.

G. BDecause of the importance of the work.

7. Recognition and prestige,

3. Because of my knowledge of the subject.

9. Because of the success of the program.

10, Because of the positive attitude of the Board,

11, Desire to meet people from other parts of the county.

Gosls, expectations, requirements (force), and ability arec the general
factors represented in the specific reasons listed.

It is evident from the data that non-stzaff leaders derive a variety of
rewvdards from their participation in development activities. Our research
studies on participation indicate that participation increases cormitment to
the activity and streagthens the beliefs which support further participation,
Participants are not aware of this process, howvever, as it does not operate
at the conscious level,

The factor most frequently mentioned as standing in the wvay of partici-
pation by non-staff leaders was lack of time. By generating a powerful cluster
of rewards, expectations, assignments in relation to special abilities, stress

on the importance of the task and by keeping requests within a reasonable time
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requirenent these recruiting non-staff leaders might expect to achieve an

increased level of favorable responscs.

Some Nelevant Issues Facing EDA and Some Recommendations

Issue #1, Should EDA becone another of the several socizl znd econonic
developnent organizations in the region aimed at increasing the number of
jobs 2nd the level of income of the region or should EDA become a regional
social and econotiic developrent service assigned to foster the growth of a
conrdinated social and economic develupment program?

EDA cannot do both directly, The two roles call for different resources
and different organizational structures. Acceptance of an action role mnight
cause EDA to be, or be scen as, just another competing agency vith no more
authority or influence toward coordination than the others. There are a
nunber of econonic and gsocial development organizations working on specific
aspects of social and cconomic developrient on a multi-compunity or multi-
county basis already. If EDA chooses this course as well, it joins thesc
other organizations already vorking on these problems. If it chooses the
coordinating role, it twst chart a ney course not presently coverrd by the
existing organizations.

We recormernd that EDA become a social and econonjc development service
designed to facilitate the total gocial and econonic development of multi-
county regionsj that it do so through the vehicle of a small well-qualified
social ond cconomic developrent staff; that it not compete with existing
socfal and ccononic development organizations, but coordinate and supplement
these activities in the interests of the region as a vhole.

If it fs to play this latter vole, its image must be clear. Other
development organizations rust perceive it as a facilitating resource, nct

& competitor.
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Issue #2, As ue see it, one of the major issues facing EDA stems fron
a combination of sceveral factors: |

1) Tremendous regional variation;

2) The fact that development consists of many locally-relevant and
locally-variant things vhich cannot conceivably operate successfully
vithout a great deal of local involvement, adaptation, cducation, deci-
sion making, and support;

3) The nced for great flexibility in both organization structure
and progran to fit these variables into a feasible progran;

4) The fact that bureaucracies tend tovard rigidity and inflexibility
rather than flexibility;

5) The fact that the agency that supplics the money almost inevi-
tably retains the control over major decisions;

6) The fact that local regions need federal and/or state aid in
addition to local resources if necded developrient is to tale place.

Recormendation f#1, The type of organizational structure within our

purvieuv wvhich comes nearest to neeting all of the needs and problems posed

is the type of structurce vhich was used for the Agricultural EXtension Ser-
vice. The ccononi¢ and social development service should be jointly funded
by federal, state, and county funds with broad guidelines in the legislation,
uith a non-political independent agency administering the service and vith
arovision for periodic checks by the funding units to see that the broad
guidelines of the legislation are adhiered to.

Recommendation £2. Variability ncads to be countered with flexibility;

at the same time, some uniformities arc cssential in organizational activi-

ties on a bread scale. Therc are several ways to build flexibility into the
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organization. Just as the postal service has three or four types of post
offices plus the vural free delivery, the economic and socizl development
service nceds several general types of organizaticaal structures to operate
in areas of varying degrces of complexity.

1} Ue recormend four general classes of organicational structure
for social and economic developuent scervices, thus providing = broad outline
of uniformity~- a social and ccononic development structure:

a) fcr highly specialized comple:: regions,

b) for moderately highly specialized and complexx regions,

c) for regions yhich are moderately lou in specialization and

complexity, and

d) for regions vhich are very lou in specialization and complexity.

The primary differences anong these four types of orpgani-ations are in
the roles and functions performed locally and, of those, vhich are allocated
to staff i{n contrast to the roles and functions performed by non-staff persons.
The key questions to be answered in determining the four general organi-
zation types are:

a) lhat roles or functions rmst be performed by someone, somevhere

for the program to succeed?

b) At vhat level of competency rust the role be performed?

¢) What talents avre generally available among non-staff leaders

for cach level?

d) Nlow can competencies of the staff be geared to compensate for

corpetencies or lack of coupetencies in non-staff leaders?

e) that roles and functions should be contracted rather than

staffed? Because of their Specialized nature, it wvould seen that research

and project promotior are two :tronj candidates for contracting.
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2) A sccond wvay to develop a denree of fleuibility in relation to
the manpover available is to assign essential roles or functions to an entire
sub-unit rather thar to a particula:r position or situs within the unit. For
example, the functions are assigned to the staff or the board rather than to
the staff director or the chairmen of the board.

3) 4 third vay to structure for flexibility is te state the main
function of the organization as social and cconomic develonment suited to
the situation in tiie area. This builds fle:ibility into the nain assignment,

Reconmendation #3. Progranm flenibility suited to the area and to uhat

is alrcady being done in the area can be achieved by specilying only broad
general types of programs as general guidelines. Specific projects suited
to local nceds can thus be developed within tiie broad framevorl delincated.

Issuc #3. Coordination is not casy to achieve. It is probably best
achieved vhen the relevant parties are brought together by a respected and
trusted convener to discuss anong themselves and malie decisions. Representa-
tives who report to others or overlapping nemberships vhich ave presuned to
perforn a coordinating function have been observed as relatively unproductive
in producing cffective coordination. This would suggest that organizational
representation on non-staff advisory and administrativce groups will not be
enough in itself to achieve coordination. ED)\ and its visible sponsors nust
have or get a reputation for impartial competence.

Issue #4, Uhen the same body of persons suggests projects, scives as
technical consultants in evaluating the worth of projects, and decides vhich
projects should be sponsored andfor funded, objectivity is nininized and
political pressures ave maximized. It has been observed that political

srescures are rceduced and objectivity increased ihewn che organization {s seo
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structured that these thrce functions are performed by separate bodies. [2
suggest that such structuring -- vhatever its precise form -- night nininize
the effect of inter-organizational competition at the action level and pernit
a broad range of interested parties to hear and be heard vhile preserving
the cfficiency of a small highly qualified decisicn-making group.

Issuc #5; To involve or not to involve non-staff leadership. This
issue invites cach organization to ansver the questions: vhy or for vhat
reasons, to perform vhat functions, and vhat kinds of persons and/or orga-
nizations should be involved? The complenity of the region is one uajor
consideration, 1In a region of very low complexity, all roles may be per-
formed by non-staff leaders; in a highly complex region, mest or almost all
roles may be performed by staff leaders. In the types of organization pro-
posed earlier major policy decision-nal:ing roles would always be allocated
to non-staff leaders. In general, the allocation of roles to non-staff
leaders would follow the following order:

1, Policy decisions

2. Project approval

3. Project and progran review
%4, Project proposal

5. Technical consultation

6. Data collection

7. Progran cxecution

Issuc #6. Ilow to effectively involve non-staff leaders is one of the
challenges of all organization work. Involvement is based on the fact that
there are factors other than salary thich influence persons to devote tinme
and energy to an activity, In gencral, the factors are:; non-nonetary rcvards,

ability, cxpectations, and reducing the negative co-*s by hiceping time

denands within reasonable linits.
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The first five roles listed under Issue #5 are rore revarding and usually
require less time than the last two., Policy naking and project approval are
best achieved vith a small group. Large numbers can be involved in project
and progran review and in suggesting projects. Consultation is specialized
and varies vith the problem. It is better suited to special taskk counittees
than to permanent assignments.

Issuc #7: Involving the disadvantaged. The disadvantaged segments of
the population are gencrally non=-participants lacking in most of the charac-
teristics uvhich are perceived as qualifying then comparatively to perforn the
functions needed by development organizations. Lack of influence and power
is, of course, cne of the limiting factors. They do, houvever, possess
characteristics and gqualifications vhich make them very well suited for one
particular rol~, lo one i5s probably better suited to react to the receptivity
of proposed projects designed for disadvantaged persons and vhich involve
their participation. Because they live in and eiperience disadvantage, they
are sometimes thought of as key informants on the problems and proposed solu-
tions for disadvantaged pexsons. Uhile they ace close to the problem, they
usually lacl: the comparative experiences nzcessary to be able to identify
the problem and to suggest solutions. Observation indicates, however, that
they can be key reactors. e recommend that they be fnvolved in this role in
vhich they can make a significant contribution in relation to progiaus parti-

cularly designed for the disadvantaged.

Supnary

Tasks A and B have involved the task force in a consideration of four
units of analysis, namely: the region, the organization, the cocial pecson

or personality, and social action situations. There are different theories
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appropriate to the consideration of cach of these sociat units. Becau.e

taslts A and D focus most heavily oa organization and sccial action situations
ve have dealt cxplicitly only with theories related to these two units. Bates'
llormative Theory of Organization Evpectations and Reeder's Theory of Decision
laking and Social Action were briefly introduced.

Introduced in summary form, also, were: the diffevent dimensions of
social and cconomic development, the different roles or functions performed
in developrient organizations, the diffcerent types of data with vhich ve deal
in analyzing the four social units nentioned zbove and obscrvations from a
field study presenting some reclevant aspects of development in the arcas
srudicd,

In the regions studied we found differences in: population density,
resources for development, the number of developiient organizations operating,
the number of technically qualified professionals available and in atti-
tudes reparding the usc of professionals. e noted that the roles and func-
tions needed in development work can be performed by cither staff or non-scaff
personncl and that roles can be combined intv positions suitable for either.,
Organization flexibility in the coobining of rolzs into positions and posi-
tions into situses appcars to be the najor key to regional adaptability.
Organizational flexibility appcared also to Le a liey to the utilization of
some technical manpover, in adapting to a small, nedium, or large staff and
in maxinizing the use of the particular strensths of staff members, especially
those vhosc talents arce in short supply. Tescarch and project promotion
are so specialized by problem and project that it vould seem wisest to cen-
tract for these functions rather than try to stafi for them encept possibly

in a very large staff having a lerge volune of such activities.
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Involvenent of non-staff personnel nccds to be analyzed by the organi-
zation in terms of needed irportant functions performed by the non-staftf
rersons or organization goals achieved through the involvement. The organi-
zation can be structured to maximize the types of involverent nceded.

Fronm the point of vieuv of staff recruiting non-staff leaders the prin-
ciple of maximizing the rewards and mininizing the time involved vould apnear
to be the guiding principle for operation. llon-staff pecople find rewards in
performing important functions, vhich utilize their particular talents,
vhich they perceived as having irportant outcones in helping themselves or
sormeonce else and in being invited to do so. Lack of time is the chief resist-
ance factor. This calls for organization flexibility in personalizing the
request to suit the talzants and interests of the candidates available as much

as possible in line vith the nceds of the organization.
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